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GROUNDS MAINTENANCE COST REPORT

By

Donald K. Joice
University of California at Santa Barbara

Introduction

Physical Plant Administrators in various institutions when budclet-
ing for Physical Plant Maintenance, have one thing in common--never do
they obtain adequate funds to do the job as they would like. Beyond this
similarity, each institution will have major or minor differences in the
methods by which it establishes or justifies its requests for operating
and maintenance funds.

For Grounds Maintenance budgeting there are propbably more dis-
similarities than for the different components of Building Maintenance.
In Building Maintenance the building area measured in square feet has
been heavily used as the unit for budgeting and recording maintenance

cost experience. In Grounds Maintenance such a simple unit was not
available. Inasmuch as the institution, in its annual reporting, record-
ed its cost experience in terms of cost per square feet for such items
as Janitorial Service, Repairs, Heating, and Refuse Disposal, it was
logical in the tabulation to include also the Grounds Maintenance cost
at so much a building area square foot. What is not logical, however,
is that Grounds Maintenance costs should be budgeted on the basis of
square feet of building space.

Until quite recently the University of California was following
this practice on its different campuses and the coordinating budget
officers by empirical, vague, and unwritten reasoning somehow made adjust-
ments in these budgets which were to properly compensate for changes
resulting from the unprecedentedly rapid growth on all fronts. In

1963 when the writer assumed the responsibilities of Physical Plant
Administrator for the University of California, Santa Barbara, the campus
covered approximately 400 acres of beachfront land and accommodated a
student enrollment of 6,000. After the first discouraging experience of
trying to defend a Grounds Maintenance budget based on the building area
unit, we began a survey of the Grounds Maintenance operation which would
provide means for tying costs to the land area being maintained.

In searching for a precedence for such a base, we were surprised
that we could find none which had been developed by a quantitative
analysis. In all cases the elements of personal opinion and speculation

sp ruled out using the material objectively. At this point we arrived at
two conclusions, (a) that no precedence was available which could be used
and could be rationally defended, and (b) that we would establish such

rl a system and further, that insofar as we were capable, the study would
C) be quantitative in nature and in this respect might establish precedence.
() The study began which produced our report.
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In beginning this survey there were several local conditions which

were favorable to obtaining reliable data. Both the supervising grounds-

man and the superintendent in charge of the project were above average in

Grounds Maintenance experience and competence and as such had developed

a degree of performance and discipline in the grounds crews which would

yield consistent production and reporting. Santa Barbara is an area

where there is a large pool of experienced, capable laborers and grounds-

men which had helped make up our forces and which would fill vacancies

as they might occur.

In practice the report has already fulfilled most of its objectives.

Our Budget Office has accepted the criteria for manning new landscaping

projects. We also have a means of providing data for obtaining lower

cost landscape projects both in first cost and in maintenance and opera-

ting costs if the administration considers these important in financing

capital expenditures. Among the many conclusions which can be derived

from this report (by using lawn areas as an index against which other

area costs can be reflected), some significant ones are as follows:

1. On an average, ground cover costs approximately three (3)

times as much per acre to maintain.

Shrubs and tree areas approximately half as much per acre

to maintain

3. Surfaced areas approximately half as much per acre to

maintain

Further, small isolated areas (islands), of any one of these cate-

gories may cost as much as ten times as much per acre to maintain as a

larger plot of the same material.

Objectives

1. Determine current Grounds Maintenance cost distribution,

2. Provide basis for future Grounds Maintenance budgeting,

3. Provide basic data by which future landscape project designs

can be developed to project or reduce maintenance costs

Discussion

This Grounds Maintenance Study was accomplished over a period of

one year, March 1965 through February 1966. It includes all labor used

in Grounds Maintenance during this period. Considering that materials,

(S & E) budget, and the equipment, (E & F) budget, may respond to a

short term availability of money, an average of threenyears' experience,

1962-63, 1963-64, and 1964-65, is used in the recapitulation sheets.

Wind drought cold, rain, the ocean salt-laden air, and the public

use of the campus are all influences which will affect the maintenance

program in some degree and a survey of several years might prove more

objective; however, no immediate plans are contemplated for continuing

this study.
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The Grounds Maintenance staff, 30.9 FIE, is headed by a supervising

groundsman, and falls under the direct supervision of two foremen. One

foreman supervises the "zone" men and the other the "crew" men. This

organizational concept was begun in 1962 to give more versatility to the

Grounds Maintenance staff. Prior to 1962 each groundsman worked a given

area or zone; however, at certain times of the year certain zones re-

quired more labor than others. The inflexibility of shifting men from

one zone to another to take up these differences prompted the reorganiza-

tion.

The zones were then increased in size to exceed the area that one

man could consistently maintain. There are some differences in zone

sizes and intensity of maintenance required; however, the older employees

are given the less demanding areas.

The main campus has been divided into seventeen (17) zones with one

man permanently assigned to each zone. Zone 18, Married Student Housing

(University Apartments) a separate property, has been assigned two men.

The duties of the zone men are to keep the plantings fertilized and

watered, to pick up papers and debris, edge lawls and ground cover, and

mow lawns not covered by gang mowers.

The "crew" was developed from those men who were no longer needed

in the cutback zone maintenance program. It was equipped with tools and

transportation to,cover the entire campus. The crews' major duties include

work affected by the seasons, weeding, parkway raking, storm clean-up, and

planting. It also serves as a labor pool for plant service projects.

The crew is made up of three types of personnel:

Specialists
General full-time laborers
Student laborers

The specialists are persons trained in pest control, sprinkler

repairing, pruning, trimming, etc. The general labor is newly hired,

inexperienced full-time labor. The student athletes are used wherever

we can use unskilled part-time labor. Of this group we have approximately

10 FTE. Each student works a maximum of ten hours a week with a minimum

work period of two hours; however, they require an undue amount of super-

vision and overhead because of the staggered work schedules.

The rate per hour for labor has been increased by 16%, as an

estimated average, to cover vacation, sick leave, holidays, and other

fringe benefits.

Whereas supervision time has not been included in this

has been estimated that the omitted costs would be offset by

costs of student labor. For planning purposes the costs per

therefore, not distorted by the lesser efficiency and higher

factor connected with student labor.

report, it
the increased
acre are,

overhead



At times plumbers, equipment
craftsmen are utilized on grounds.
included in the appropriate survey

operators, carpenters and other
The time of such personnel has been

category.

All lawns and turf areas are cut by tractor-drawn hydraulically
manipulated seven-gang fairway mowers. Smaller areas and corners are cut

with a 70-inch mower or small power mowers.

Calculation of areas for the different categories and sub-categories
of ground area was taken from 1" = 40' scale drawings. The lineal feet

of edging and other areas where checking was required was accomplished

with a walking wheel measure. Where lawn edging and ground cover edging

coincides the distance is counted twice.

In addition to the acreage listed herein there is a significant

area in ocean beach which borders the campus for a distance of 9400 feet

on two sides. Portions of this beach area are maintained; however, it is
considered recreational area and the maintenance is recharged to the

Recreation Department.

Irrigation water is not metered for the campus and the water costs

are not reflected in this report. There has been no effort in the
irrigation manpower figures to ascertain whether the time was spent in

automatic irrigation systems, manual systems, or watering by hand. The

areas watered, however, are divided approximately: 38% with automatic

valve control, 28% with manual valve control, and 34% for hand sprinkling
or hand-set hose sprinkling.

Zones 3, 6 and 18 were maintained at an optimum level in order to
establish an index for planning.

Manpower and materials were used as required to hold the areas
at the level intended in the landscape architects' design. The balance

of available manpower was distributed to the other fifteen zones and the
standard of maintenance in these zones was consequently somewhat below
that of the three control zones. Thus, the maintenance cost per acre

difference between otherwise similar zones would be explainable.

It may be noted that when the costs per acre escalate excessively
the areas are usually small isolated plots. As the size of plots in a

similar category increase, the cost per acre usually goes down.



Definitions

This campus has defined Grounds Maintenance under three major

categories:

I. Landscaped Areas

Landscaped areas cover any planted area including lawns, ground
cover, shrubs and trees that are intensively maintained.

II. Surfaced Areas

Surfaced areas include all concrete, brick, asphalt, tile,
graveled and other surfaced areas used as walks, roads, plazas

and courts.

III. Improved Areas

Improved areas include those grounds areas that are not included
in I and II, but must be kept reasonably neat and clean in order
to maintain the general appearance of the campus.

FTE Full Time Equivalent Emplqyees

g
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